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MAY MEETING 


The May meeting in Boston was marked by an earnestness 
and keen interest unsurpassed in the history of the Society. 
It emphasized to many members the fruitfulness of inten- 
sive discussion, and the unique influence our Society, even 
though small, can exert if quality, rather than quantity con- 
tinues to determine its future growth. The arrangements 
made by the local committee, of which Mr. A. E. Barter was 
the active chairman, produced almost ideal conditions, and 
everything went without a hitch. A feature of the meeting 
was the visit to the Watertowh Arsenal, where Col. Wheeler’s 
courteous preparation was appreciated by all. To him and 
to Mr. Barter the Society owes a large part of the success of 
the occasion. 


NEXT MEETING 


Friday, October 22, and Saturday, October 23 
Philadelphia, Pa. 


Friday, October 22 


EVENING SESSION, MEMORIAL TO FREDERICK W. TAYLOR. 
8.15 P. M., Houston Hall, University of Pennsylvania. 
The program, as arranged by the governing board, 
includes four principal speakers who will treat of im- 
portant periods in Mr. Taylor’s career and important 
phases of his work. Distinguished leaders in the move- 
ment in foreign countries are preparing appreciations 
to be read at this session. Among these are Professor 
A. Wallichs, Royal Polytechnical School, Aix-le-Cha- 


pelle; M. Henri Le Chatelier and M. Charles de Fre-. 
minville, Paris; M. Charpy, Director of the St. Jacques 
Steel Works; Professor J. J. Sederholm, oid of 
Helsingfors, Finland. 


Saturday, October 23 


MorNING SESSION. Leave headquarters (to be announced) , 
9 A. M. in automobiles arranged for by the committee, 
drive through Fairmount Park to “Boxly”, Mr. Taylor’s 
home at Chestnut Hill, where the pany, will be the 
guests of Mrs. Taylor. 


LuNcHEON, at “Boxly”. 

AFTERNOON SESSION, at headquarters. Paper .by Richard A. 
Feiss, of the “Clothcraft Shops” in Cleveland, O., giv- 
ing details of the social service work in his concern. 
Illustrated. 

DINNER, at headquarters. 

EVENING SESSION, at® headquarters. 
paper. 


ADDITIONAL MEETINGS, 1915-16 

December, 1915. New York City. 

Annual business meeting and election of officers. 

for papers and discussion: “Time Study”. 
February, 1916. Boston. 

Topics for papers and discussion: 

Sharing”, 
May, 1916. Detroit and Ann Arbor. 

Conference and round table discussions on the present 

state of Scientific Management in various industries. 


Discussion of Mr. Feiss’ 


Topic 


“Fatigue” and “Profit 


COMMENT AND NEWS 


Members who expect, even though they cannot be sure, 
to attend the October meeting in Philadelphia are requested 
to advise the Secretary at once, indicating at the same time 
the probable number of guests. This information is impor- 
tant to help those making the plans. Early in October a 
notice, with return post card, will be sent each member for 
final statement of intention. Please help by making the 
preliminary statement now. 3 

The report of the Committee on Revision of the Consti- 
tution submitted in Boston opened up a discussion show- 
ing such diversity of opinion that it was referred back to 
the committee for further ,report at the October meeting. 
The committee was instructed to prepare a digest of pro- 
posed amendments and send copies'to the members for an 
expression of their views. Members will probaply * receive 
this digest within a short time and are urged to send their 
comments promptly to the chairman of the committee. 


President Person has appointed Mr. Johh H. Williams 
as a representative of the Society ,to confer with the Joint 
Committee on Classification of Technical Literature. The 


Ne. 


work this committee undertakes in. connection with en- 
gineering and general indexing was described at the Bos- 
ton meeting by Mr. I. Winthrop Ames, librarian of the 
Stone & Webster, Inc. : 


“ ¥ he first solid stone in the foundation of one of our air- 
‘castles was laid at the May meeting by Mr. George D. 
Babcock. He presented to the Society for its * archives 
a complete Miscellaneous Stores Classification, as compiled 
for the H.H. Franklin Manufacturing Co.,Syracuse, N. Y., in 
consultation with Mr. Carl G. Barth. As President Person 
remarked, this is an example which it is hoped many mem- 
bers will follow. One of the important services the Society 
can render is the accumulation and care of such documents 
of value preven in practical use. The only. way such a 


service can become real is by the active cooperation of — 


members. Will you not help to make Ahis “service the So- 
ciety can render” become a “service x Society does ren- 
der”? The thanks of the Society goto Mr. Babcock and 


the officers of the. Franklin Company for this first gift. 


Owing to considerations of health, Mr. Robert Thurston 
Kent, the first secretary of the Society, resigned his duties 
last month. Mr. Kent was one of the first editors of a tech- 
nical periodical to champion the cause of Scientific Manage- 
ment. From ‘the beginning, in addition to his other interests, 
he has devoted a large amount of work to the interests of 
the Society. By his resignation the Society loses one to 
whose official connection it is indebted for an important part 
in promotion of its welfare during its establishment and’ 
ear owth. Mr. Henry Wood Shelton has been elected to 
fill th unexpired term of Mr. Kent. 


INDIVIDUALITY IN INDUSTRY’ 


A paper emphasizing the necessity of giving individu- 
- uality to the industrial unit itself, and how it can 
be accomplished. 
By Rosert B. WoxrF’ 
About three years ago I was asked by the “Committee on 
Economic Administration of Industrial Establishments” of 


the American Society of Mechanical Engineers what I con- 
sidered to be the “new element in the art of management.” 


At that time, while the general principles of what I wish. 


to present for your consideration today were in my mind, 
they. were more or less indefinitely formulated and I hesi- 
tated to give them expression. Since then, however, I have 
had ample opportunity to verify my earlier conclusions and 
have put many of them into actual practice. : 

In présenting for your consideration my conception of 
progressive industrial organization, I do not ,wish to have it 
understood that I am attempting to siicanll es 


way from the splendid work done by these men. I hope that 
this paper, however, will show that there is a relationship 
between the various methods and will point out how they 
are all forward steps in the great movement which increases 
man’s and his creative powers. 


(1) A paper presented at the Boston Meeting of the Society to Promote 


“ew the Science of Management, May 21, 1915. 


(2) Mamager of Manufacturing, 


Burgess Sulphite Fibre Co., Berlin, 
N.H. 


n the methods | 
“of Mr. Taylor ‘and others, nor do I wish to detract in any | 
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In order to give you my ideas more clearly, a general 
review of present conditions in the industrial world seems 
to me necessary. 

Many of you have undoubtedly had more or less oppor- 
tunity to observe the deplorable inefficiency of most of our 
large industrial concerns, especially those commonly known 
as trusts, where a number of formerly indépendent plants 
have been united under one common management. The 
plants are usually scattered over a considerable area and 
the central offices located in some commercial center. 

_ The first step in the organization of these corporations has 
usually been the removal of the resident owners and man- 


agers from the various localities to the central offices arid the 


subsequent attempt to carry on the functions of management 
by the superintendent and heads of departments. These men, 
in most instances, not having had any real knowledge of 
manufacturing} costs and profits, are, of course, incapable of 
conducting the business intelligently. It, therefore, becomes 


necessary for the central office to perform much of this work 


for the various plants, 

As a-rule, no final manufacturing costs: are made at the 
plant and as a consequence those who are held directly re- 
sponsible for the cost of producing and who have the most 
intimate knowledge of operating conditions have not a very 
intelligent basis upon-which to work. They can receive very 
little help from the former managers; in the first place, be- 
cause these managers are so far removed from the actual 


- conditions that their judgment is affected; and in the second 


place, their interest is divided among so many different 
plants that, in the very nature of things, they cannot give the 
various problems theSune required for intelligent considera- 
tion. 

A realization of the engensibility of keeping close watch 
on details at a distant plant is perhaps-responsible for the 
removal of some of the vital functions of the individual 
plants to the central offices, such as Purchasing, Selling, Con- 
struction and Maintenance, Cost-keeping, etc. 

A central purchasing department has undoubtedly many 
advantages, but as ordinarily conducted in large corporations 
these advantages are almost entirely offset by the obstacles 


placed in the way of free choice on the part of the mill 


organizations and the consequent discouragement of indi- 


viduality in making selections. The impossibility of handling 


all of the purchases by one capable man necessitates dele- 
gating a lot of minor purchases to subordinates, who have 
no real knowledge of actual mill requirements. Even though 


they know what is required in one mill, they cannot know in | 


others where conditions are not the same. 

The purchasing agent should have full power to build up 
an efficient organization for keeping informed of the market 
conditions, so that requisitions from the mills can be handled 
with promptness and dispateh. The department should be able 
to furnish full, complete information to the individual plants 
whenever they need it in order to properly purchase supplies. 
It should encourage the mills to furnish specifications and 


_ welcome attempts on their part to keep comparative records 


for.the purpose of determining the best materials to use. It 
should always conduct itself toward. each separate organiza- 
tion as if it were an outside firm, employed to give advice 
and assistance in every way possible to enable purchases to 


- be made economically. Each plant should receive frequent 


reports from the purchasing department, giving complete in- 
formation about materials found to be givimg good results in 
other places. This one feature alone would make it im- 
—— valuable to the parent corporation. 


; 
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I have dwelt upon these details merely to show how greatly 
a central purchasing department can aid if put in its proper 
relationship to the various plants, namely, that of servant 
rather than the equal of the manufacturing department. Cer- 
tainly nothing can be more important to manufacturing than 
the proper purchasing of materials which are to be converted 


into the finished or which are needed to affect this 
conversion. 

Let’ us take next. Why are accounts kept and 
what is their purpose? In the last analysis, accounts are 


records of the progress of accomplishment and are used to 
enable these in charge of the corporation's affairs to decide 
upon the future policy to pursue. 

Why, should tha cond 
office. to keep accounts that are of strictly local interest to 
the individual plants? And why even attempt to dictate how 
‘and when these accounts should be kept? In so far as com- 
parisons between individual plants are concerned, this is jus- 
tified, but no further, and even in this case it should not be 
pushed to a point where comparisons whigh local con- 
ditions at the plants demand are not allowed. 

The foregoing should not be misconstrued to mean that I 
believe a central accounting system for corporations is not 
necessary or desirable, for it most certainly is. The account- 
ing department should confine itself, however, to such ac- 
counting as is of inter-plant nature, and not attempt to dip 
into local conditions, except in an advisory capacity. 

One serious mistake often made is allowing the account- 
ing department to practically control the mill offices. These, 
for reasons to be pointed out later, should be entirely under 


the control of the local management, subject, of course, to | 


frequent auditing by the accounting department. 


The central office of the corporation needs only resultant . 


figures giving a true record of the progress of each plant, 
and made in such a way that comparisons can be easily made, 


the local plants being required to furnish any figures called 


for at all times. 

The selling, in most cases, can be bandied by the cesitral 
office much better than any other function; indeed, the main 
purpose in forming large corporations was primarily to stop 
ruinous competition between plants, especially in periods of 
slight.-demand. There should, however, be much closer touch 
between the selling department and the mills and a much 
more intimate knowledge of operating conditions by the 
salesmen. The degree of this intimacy is, of course, one of 
thé important things to be decided by the chief executive. 
“Maintenance and construction” is another thing which 


should be touched upon. There is usually much damage done. 


to the individual plants by decisions of “absentee” engineers, 
whose Lamas hd of the plant conditions cannot be of such 
an intimate e that they can make intelligent decisions. 
This very often actually retards progress in the organization 
and serves to discourage individual effort upon the part of 
the local mill management. 

A high-grade consulting engineer employed to devote his 
entire time to the corporation’s affairs would be a very valu- 


able asset. He should conduct himself toward each individual 


plant exactly as he would if they were all independent estab- 
lishments and his own clients. There would be this very 
' important difference, however, which would mean much 
greater freedom of action, i. ¢., he would be entirely free to 
give each plant the benefit of his experience in others, and 
in this way would be a constant, highly intelligent means of 
exchanging ideas of mutual interest and benefit. 
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Of course, I realize that most of this is a review of things 
already known to many of you, but this review seems to me 
to be necessary in order to properly present waak I hope, 
will be more constructive in nature. 

plant individuality. This is not merely a return to old con- 
ditions existing prior to amalgamation, but a regaining of all 
the advantages of the old order of things with the addi- 
tional advantages of the new. ° | 

To begin with, we must have managers in our plants who 
have real executive ability and who are not selected because 
of their particular skill in certain manufacturing lines. These 
managers should have power to select and form their own 
organizations, and for this reason must be men who have a 
broad realization of their unity with the parent corpora- 
tion. They should be the kind of men who are ready to 
receive suggestions and receive them gladly and at the same 
time have individuality enough to reject those things, which | 
from their knowledge of conditions, seem unwise to incor- 
porate. 

Having selected this type of manager, the work of de- 
veloping the organization’s individuality can begin. 

A good organization must have the following elements: 

Ist. A certain definite function to perform. 

2d. A definite central organization of control, d 

3d. A thorough system of recording all events which 
take place in the performance of the work. 

4th. Means for vitalizing certain subconscious functions 
of control so as to produce prompt, intelligent action with- 
out direction from the conscious mind. 

Sth. Means for making newly acquired accomplishments 
automatic. 

In other words the question resolves itself into developing 
in the plant as a unit all of the functions so wonderfully 
exemplified in the human body. 

Recognizing the principle that any organization to be pro- 
gressive must have individuality, let us see how this indi- 
viduality can best be built up. To do this we must have 
some knowledge of what constitutes individuality, and I 
know of no better way to illustrate this than by showing 


how unity of action is maintained in the onganiszed activities 


of the physical body. , 

The mechanism which enables the human body @o act as a 
unit is the nervous system, which controls, either eonsciously 
or subconsciously, every bodily function. We have thou- 
sands of afferent (or in-going) nerve paths leading from 
every portion of the body into the central nervous system, 
where every external impression is finally recorded in the 
cortex of the brain. 

The end organs, which enable us to see, hear, smell and 
taste, all have their nerve paths leading to the brain, and 
we find upon analysis that what we once called the sense of 
touch is wonderfully differentiated into various senses, as, 
for instance, the thermal sense, (of hot and cold), the pres- 
sure sense and the sense of pain, each conducted inwardly 
by a special set of nerves, which respond “ to its par- 
ticular kind of stimulation. 

We find that allef the nerve paths lead to the brain 
through various relay stations, or nerve centers, for an in- 
telligent kind of sorting or grouping of the impulses that 
take place, so that the final presentation to the brain is in 


_ proper form for recording. 


We find also that while all impressions are in some way 
recorded in the cortex of the cerebrum, that many of the 


nerve impulses producing them (in nerve cn through 
which they pass) act directly upon certain effer@mt (or out- 
goimg) nerves, whose function it is to produce musculo- 
motor action in the body; this resultant action taking place 
before the canscious mind has had time to direct it. 

A study of the cortex of the brain, which is the seat of all 
consciousness including memory, self-consciousness, and vo- 
lition, reveals a wonderful mechanism for co-ordinating and 


relating our sense impressions and masculo-motor action; 
for instance, the sense of violin playing has its seat in close 


proximity to the musculo-motor center which controls the 
motion of the arms; in other words, the place where the 
final recording of an external impulse takes place is close ‘to 
and always associated with impulse terminals of a similar 
nature and at the same time with those nerve cells which. 
can enable the individual to further the action required for 
the proper development of an accomplishment. 

In addition to’ the foregoing, which has to-do principally 
with the conscious action of the mind, we find a wonderful 
control of the bodily functions by the brain, which keeps the 
various organs in harmonious relationship with. each other. 
When, for instance, the environmental conditions demand 


‘heavy muscular action on the part of the individual, and 


there is a waste of muscular tissue and a demand for its 


removal, the nerve which accelerates the heart action is stim- . 


ulated and ineredted circulation results, enabling the glood to 
carry material for restoring the body tissues to their normal 
condition and carrying away waste products. At the same 
. time “that the heart is accelerated, the lungs are caused to 
increase ‘their rate of respiration through stimulation of 
tHe nerve accelerating the motion of the diaphragm. Many 
other things too numerous tg mention occur simultaneously, 
such as the operation of the sweat glands to assist the or= 


_ »gans of elimination to carry off the waste products, etc.; but 
enough has been. stated to illustrate the point I wish to 


make, namely, that the whole unity of action is made possi- 
ble ‘only because of the marvelous control exercised over the 
body by the nervous system. It is only when this control is 


_ lost, through disease or injury, that the unity of action and 
consequent definiteness of purpess updén which progress de- 


pends is impaired. 
In order to understand the reason for the simplicity and 


d wonderful unity of the nervous system in spite of its appar- 


ent infinite complexity, it is necessary to describe its three 
great subdivisions: 


The sympathetic system. 
_ The spinal system. 
The cortical system. 


Take first the sympathetic system, which is the seat of 
those almost: entirely automatic functions over which the 
conscious mind has only very indirect control. This consists 
principally of the efferent (or out-going) nerve cells, whose 
bodies are collected into ganglia, or groups, located! outside 


_of the spinal cord, principally in the head and in the body 


cavities. For instance, the nerves which stimulate the growth 
of the hair, the finger-nails, and even the growth of the 
body itself; the vaso-constrictor and vaso-dilator nerves 
controlling the contraction and expansion of the blood ves- 
sels; the nerves controlling the beating of the heart and 
thousands of other functions are all a part of the sympa- 
thetic nervous system. This is so designed that it constantly 


reminds and, in a sense, releases the forces required to keep 
_ the routine work necessary to our preservation in motion. 
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Next let us take the spinal system, which is located inside 
of ,and protected by the backbone. This is the seat of those 
semi-automatic functions over which the brain has a direct 
and constant control. These functions—such, for instance, 
as walking or breathing—after, once being set in motion by 
the will, acting through the brain, or conscious mind, are 
kept in motion by the nerves in the spinal cord without the 
conscious effort of the individual. It is also the seat of the 
so-called “reflex muscular action,” which causes the body to 
act involuntafily for its owk protection, when necessary. 

The fundamental difference between the subconsciousness - 
of the sympathetic system and the subconsciousness of the © 
spinal system is*that the stimulating, nerve power of the 
latter is more or less directly under the. control of the con- 
scious will, while the performs its work 
independently of it. 

Finally, let us describe the ctrticel system, which is really 
an outgrowth, of the spinal system, surmounting it, co- 
ordinating and controlling its action. The upper portion, or 
cortex of the brain, is the seat of the memory, where all 
the sensory impressions from every partion of the body are 
brought by the afferent (or in-going) nerve paths, and from 
which originate the efferent (or out-going) impulses, which 
keep the body functioning properly in accordance with its 
environment. The will, having the power to recall and use 
the stored-up records in the brain, can, by means of com- 
municating nerve fibres in the cortex, direct the organism 
through its outgoing nerves to useful efforts of progressive 
accomplishment. : 

Having described the taneniess of the three main divisions 
of the nervous system, it now remains to sketch briefly the 
relationship of each to each other. 

The. sympathetic -nervous system is connected, through 
what the anatomist calls the “preganglionic nerves” with the 
brain and spinal cord and comprises the outlying efferent 
(or out-going) nerve cells, through which the impulses from 
the central nervous system finally reach the involuntary mus- 
cles and glands; the spinal cord connections coming out be- 
tween the spinal vertebrae, and the direct bftain connections 
being made through the cranial nerves coming down from 
the cortex direct. The so-called sympathetic nerve cells are 
connected into ganglia (or groups) located as. before men- 
tioned in the head and body ‘cavities. The various nerve 
plexes, such as the pulmonary and the solar, are also a part 
of the sympathetic system, and, the connections into these 
ganglia and plexes, coming from both the cranial nerves 
and the spinal nerves, complete the cycle which produces a 
harmonious working together of the parts and a continuous 
correcting or complementing action. 

I could go on almost indefinitely with ‘{lhaitrations of this 
nature, but enough have been given to bring out the point 
I wish to make, namely, that the human body is an organiza- 
tion of many elements (and I might say of many personali- 
ties, for each cell has individuality of its own, and many can 
live outside of the body itself ), all working together in har- i 
mony, under the direction of the will, acting through the 
nervous system. 

If any one wishes to inquire into. the forces which have 
led up to the individual development of mankind, he will find 
himself at once plunged into the realm of psychology and 
mental philosophy. I can heartily recommend such a se 
as immensely profitable and of practical value. __ 

The five important facts, however, that have to do with 
‘the subject i in hand are: pres 


‘ 
q 
+ 
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Ist. That the human body is such a wonderful organiza- 
tion because it is the product of the forces of creation, act- 
ing through millions of years of evolution, 


2d. That its capacity for progress depends upon the main- 
tenance of the unity resulting from this creative evolution 
and upon a conscious recognition of this unity. 


3d. That this unity would not have been — without 
the development of the nervous system. 


4th. That the conscious intelligent progress made by man- 
kind could not have reached its present level until in the 
process of evolution a mechanism had been built up in the 
nervous system itself capable of recording the various im- 
pressions which the senses are constantly receiving. 


. . 5th. That the recording of past events, with the power of 
consciously recalling them for the solution of problems im- 
mediately confronting it, is absolutely essential to its devel- 
opment. 


Now, what I want to point out is that inasmuch as man’s 
progress depends upon the perfect co-ordination of his 
forces to produce unity of action, we have no right to expect 
an industrial organization to make progress (which it must 
do as a unit) without the establishment of a conscious 
co-ordinating mechanism — to the nervous system in 
the human body. 

Is it not a fact, then, that ji success of scientific man- 
agement, properly applied, is due to its action in building up 
the individuality of the organization? I think there is not 
the slightest doubt on this point, nor is there any doubt that 
the failure of some organizations to put their business on a 
scientific basis has been caused largely by the fact that they 
have not used the mechanism of scientific — for 
the purpose of perfecting its unity. 

I am personally very familiar with one large, flourishing 
establishment, which has no less than one hundred recording 
and one hundred indicating instruments, representing twenty 
_ or more different kinds of sensory impressions, such as tem- 
peratures, pressures, colors, gas compositions, liquid densi- 
ties, liquid levels, etc.; all required in order to maintain uni- 
formity of product and economy of operation. 

Recognizing, then, these. various recording devices and in- 
struments which come in direct, contact with the work as the 
end organs of newly acquired senses, we must conduct the 
impulses resulting from the instrumental contacts through 
suitable channels to the place vw all things affecting the 
organization are recorded. 

We must have, in other words, an organization memory, 
which is entirely apart and separate from the memory of the 
various individuals of the plant. It is only by having such a 
place of record, where all things affecting the organization 
as a unit can be recorded, that a proper perspective can be 
obtained. ‘ 

A gradual development of such a memory by the addition 
of new senses will tremendously accelerate the rate at which 
the organization will progress, just as in the individual the 
addition of new concepts to the brain tremendously ji increases 
its reasoning power. 

In designing the recording mechanism, or plant memory, 
it is best to use graphical ‘methods in order that comparisons 
may be easily made. Figures, it must be remembered, are 
static, while curves show tendencies. 

By the use of graphical records, things affecting each other 
can be brought in close relationship, enabling those whose 
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business it is to control the manufacturing process to see at 
a glance what action is necessary on their part to produce 
the best results, not only with respect to their own depaft- — 
ment, but with respect to the whole plant. 

If I had time, I would like to describe to you in detail a 
chart room containing over 1,400 separate plotted records, 
all used to record ‘the operations of a single plant. These 
charts are so arranged and grouped as to be instantly and at 
all times available for study by those directing the organiza- 
tion’s activities. This department is the plant memory and 
corresponds to the third and last acquired great subdivision — 
of the human nervous system,—the brain. | 

Having described the memory part of the organization as 
corresponding to the cerebrum of the brain, let us now con- 
sider the part corresponding to the spinal cord, which is the 
seat of what we will call the vital or intelligent subconscious 
action. In our industrial organizations this corresponds to 
the control by the department heads and foremen, who are 
constantly directing and setting in motion corrective forces 
tending to keep the organization functioning properly. This 
is analogous to what the anatomist calls “reflex action.” 

Now, in the average organization, much of the work is 

done in this manner without direction from the central con- 
scious mind. There being no plant memory, this is the only 
way it can act and progress is necessarily extremely slow, 
as it is, for instance, in the insect world where the spinal 
sys is not surmounted by a brain. 
AsMhe co-ordinating éffect of a brain, Sidestivie: enables the 
Saginal cord to do much better work, so does the addition of 
a plant memory tremendously aid by intensifying the sub- 
conscious action; as, for instance, when it acts through its 
executive branch to stimulate the creative energy of the fore- 
man, sub-foreman, and even individuals, by giving them a 
record of the performance of their work and by making com- 
parisons with others. By this means a spirit of emulation is 
built up which makes each man desire to do good work of 
his own free will. The urge comes from within instead of 
from without. The result of having this spirit permeate the 
organization: means an entire reversal of the old order of 
things, where the chief executive uses his creative force to 
make his department heads carry on their work and they in 
turn pass the impulse along to their foremen and so on until 
it reaches the last man in the organization, where it is felt 
very faintly indeed. 

The new order carried out to its ultimate point means that 
each man in the organization is interested because those 
above him have had brains enough to furnish him with the 
means of recording his progress. He then feels that he is 
creating -something and is happy. His foreman, being re- 
leased from the tedious work of making his men work 
against their will, finds stimulation in directing the forces 
he feels flowing upward for him to direct. As a conse- 
quence, he becomes creative in his work, 

The department head has the same experience and finally 
the chief executive finds himself directing the forces looking 
to him for leadership and he himself becomes creative and 
no longer wears himself out by trying to drive his own cre- 
ative force into the men in his oon thereby deplet- 
ing his own supply. 

Finally, let us take that part of the organization corre-. 
sponding to the Sympathetic Nervous System, for it has a 
very important place in our scheme of rounding out the or- 
ganization’s individuality. Much of the organization's activity 
must become automatic, otherwise our capacity to acquire 
new accomplishments will be greatly limited. Man’s prog- 
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ress in the world consists largely in the conscious acquisition 
of new talents and making them subconscious, or automatic. 
We begin this when we, as children, consciously learn to 
walk and later in life, perhaps, learn by dint of hard work, 
to ride a bicycle. Once having learnéd these things, we no 
longer have to think about them, but our minds, while we 
are doing them, are released for other purposes. 

Now, in our plant organization there is no better method 
of installing a subconscious control than by the use of a 
Tickler system, as it is used in the Tay‘or system of Scien- 
tific Management. This consists simply of a cabinet with a 
drawer for each month in the year, containing substantially 
built folders for each day of the month. In these drawers are 
placed the various memoranda, to be taken out and distrib- 
uted on the proper dates, reminding those to whom they are 
addressed_of certain routine work to be done. A system, so 


_ safeguarded as to keep the conscious mind of the organiza- 


tion informed when a departure is made from methods de- 
cided upon as best, or made so responsive to changes in plant 
conditions as automatically to allow the executive branch to 
know when conditions should be changed, is fulfilling a long 
felt want. I can describe to you a thousand ways in which 
such a system js serving a large indudtriAl concern and en- 
abling the conscious mind of its executive, department heads, 
foremen and others to do creative work for its advancement. 

There are many other functions which can be brought into 
use, all of them having exact counterpart in the human body, 
nor is there any end to the elaboration of methods. I will 
not weary you, however, with any more details. 

I want now to state, in as few words as possible, what 
seems to me are the essentials of organization work. The 
first thirig to decide upon is what constitutes individuality. 
The units must be no larger than they should be to function 
properly as units in the performance of a common task. If 
the corporation ownership is large, divide it into these units 
and make them come into the parent organization as com- 
plete units, | 

Having determined your units, give them individuality in 
the following manner: 

Ist. Furnish them with means of becoming conscious of 


_ themselves and of their environment, by building up a sys- 


tem of scientific registration and control similar to the ner- 
vous system of the h body. 

2d. Provide a definite’central place for recording all of 
the various sensory impressions furnished by the recording 
mechanisms, arranged in such a way that comparisons of the 
whole progress of the plant can be made with the least pos- 
sible effort, exactly as it is done in the brain of the human 
body. 

3d. Provide for the subconscious control of the newly ac- 
quired accomplishments as exemplified by the Spinal and 
Sympathetic nervous systems in man, thereby liberating the 


_ conscious mind to deal with new problems of a creative na- 


If these three functions of management are kept in mind 
there will be no danger of becoming confused by the mechan- 
ism of control, for it will always be seen to be what it 
really is,—namely, the nervous system in progress of devel- 
opment in order to establish greater unity of organization. 


Furthermore, a thorough recognition of these three cardi- 


nal principles for establishing unity of action is a perfect 
safeguard against over systematizing. The human nervous 
system is extremely flexible and always more or less under 
the control. of the will and it is of the utmost importance 
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teat the for controlling and enifying on indus- 


trial organization be equally flexible and capable of being 
modified. 

with ved tape io tke a sada who hes 
lost his will power and is dominated by his appetites and de-~ 
sires. He cannot become efficient until the will regains con- 


~ 


trol and restores unity of action. 


Any system so designed that it does not permit the inti- 
mate contact of employer with employee and therefore does 
the the tonch lo doomed 
to failure. 

habe tn thie ghileceshy of man- 


‘agement I have indicated to you how an organization can 


be made so conscious of its€lf as to realize at once when the 
human units, of which it is composed, are not being given 
the proper opportunity for self expression; or to realize as 
well when these same human units are not receiving the 
sympathetic help they need for their own individual devel- 
opment, 

Men can be productive only when they take an interest 
in their work and they will not take this interest unless those 
entrusted with the direction of their efforts realize that 
they must teach them constantly how to exercise their cre- 
ative powers. 

In conclusion, I widh to assure you that this paper is not 
an academic discussion of what might be done, but as true a | 
picture as I can give you of methods I have actually used 
successfully. 


DISCUSSION 


Mr. SHe_ton: Mr. Wolf has drawn an exceedingly in- 
teresting analogy, well calculated to help managing mem- 


- berS of an industrial organization keep their balance. Yet 


he does not seem to stick to his own parallel. For instance, 
the autonomy which Mr. Wolf would give the accounting 
departments of the different local organizations in a large 
corporation does not seem consistent with his picture of 
centralized control over bodily activities such as is exer- 
cised by the cranial system. If the central office of the 
corporation can determine the one best way, whether in ac- 
counting or any other practice, should it mot hold the sub- 
sidiary plants responsible for living up to that standard? 
The central office, it seems to me, should be in a peculiarly 
advantageous position in the establishing of proper stand- 
ards. Therefore, I take issue with Mr. Wolf's contention 
that its relation to local plants should ‘be purely advisory. 
The suggestion that an industrial organization to make 
progress as a unit should have a conscious co-ordinating 
mechanism comparable to the nervous system in the human 
body is hardly open’to argument. Neither is it open to 
argument that every organization can and should have a 
distinct individuality as a whole, to which its component 
parts harmoniously contribute. The question whether Sci- . 
entific Management helps to build up such an individuality 
can certainly be answered in the affirmative. But the sta 
ment that “the failure of some organizations to put their 
business on a scientific basis has been caused largely by the 


fact that they have not used the mechanism of Scientific 


Management” seems to me absolutely wrong. 

Tickler systems, recording devices and indicating instru- 
ments are mechanisms, valuable and often necessary. Yet 
Scientific Management does not lie in these. How often 
have we heard Mr. Taylor emphatically declare that Scien- 
tific Managerment is not a particilar mechanism of any 
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sort, but is primarily a point of view! That, it seems to me, 
indicates the secret of success or failure in Scientific Man- 
agement. It depends not on the mechanism, but on the indi- 
viduality which controls and uses the mechanism. 

Taking Mr. Wolf’s own analogy:—Mr. Taylor’s cerebro, 
spinal and sympathetic nerve systems were built on much 
the same plan and of much the same material as those of 
the rest of mankind. Yet consider the difference in the 
way he—in his individuality—his point of view—used 
those mechanisms and with what results! 


Mr. Mixter: The paper says that an organization filled 
with red tape is like a man who, having lost his will 
power, is dominated by his appetite and desires. I think 
it is the other way round, that a concern dominated by 
red tape is like a man with excessive will power who has a 
fixed idea and who will not change or changes with great 
difficulty. I think in all human affairs whether government 
or industry we never can achieve anything that approxi- 
mates the co-ordination of the human person. 
the different plants under one ¢entral ownership, the prob- 
lem is very much the same as the problem of. controlling 
armies in the field in time of war. What the general staff 
does is to plan in advance and then the plan is executed 
and the two great modern innovations have been the very 
thorough planning in advance and also learning this lesson 
as it never was learned before, of never interfering with 
commanders. Scientific management as to planning in ad- 
vance is very similar to the work of the general staff. In 
practice does scientific management do the other thing just 
as well? Isn’t there a little too much of a tendency to con- 
trol everything from the planning room? 

As regards the. personality of persons in a particular 
plant, it seems to me that the only thing that you can do 
about that is to have a working suggesting system and have 
every one in the planning room or in the shop realize that any 
idea he has that he thinks will benefit the work in any way 
will be considered and if found to be good will be adopted 
and he will be given credit for it in some money award or 
by publishing his name, and so. given the full credit for it. 
It seems to me that nothing is more deadening to individ- 
uality than for clerks and foremen and others to feel that 
they are not given credit for suggestions of that sort. The 
spirit of the thing is that suggestions for improvement are 
welcome. Clerks and foremen do see many ways in which 
things can be improved and if they do not feel that they 
will be given a sympathetic hearing, it takes the heart out 
of them and they have no individuality. 


Mr. Fetss: The plant is more than a building, a set of 
machinery, or a routine system or any mechanical device. 
Its ultimate success is the result of a group of individuals 
and is an expression of that type. Each plant I have been 
in has a certain type of management and a certain type of 
workers. I have seen two plants in the last month under 
exactly the same methods.- They are under scientific man- 
agement and still the whole organization of the plants is 
different.. They express something, and the thing that im- 
presses me is the type of worker and how much that type 
is in its expression similar to the type expressed by the 
personality of the management. When you get into the 
bigger organizations where plants in different localities are 
under one general management it seems to me that the 
point is well taken, that it is impossible to perform certain 
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personal functions from a central location. .After all, plant 

management is a little more than keeping a few machines 
sunning and keeping the building open. The building up of 
organization depends on the personal contact between the 
managers and their employees. That cannot be controlled 
in any of its expressions by anybody except the men on 
the job. In fact, in my opinion, that is the ultimate key 
to success. I believe that there is a limit in management 
to this expression and whenever a plant is so large that 
the individuality of the plant ceases to exist, that personal 
contact no longer is there, that it is too large to be effi- 
cient. It seems to me that is the very reason why a large 
controlling company does not locate all its manufacturing 
under one roof. There is a limit to what one man can 
personally do. Somebody who is on the job is essential to 
get the utmost efficiency and that expression of individuality 
which means real management and real success. 


Mr. Scovi.te: I was impressed by what the author of 
the evening said about recording instruments. I attended a 
little convention of paper manufacturers at Erie, Pa., which 
was presided over by a number of extremely ' methodical 
Germans, In going through a plant an American that I 
knew. pointed out a paper machine that was running at high 
speed and said “Look at that gauge go”, and I read several 
hundred revolutions a minute. I said, “Is that fast?” and 
he said that it was. I asked, “Why don’t the others go 
fast?” And he said, “Mostly because they don’t know how. 
In most paper mills they take a piece of white paper about 
so long (indicating) and they have some contrivance for — 
sticking it in, and the man has to depend on his eye.” A 
great deal of the success which those paper industries in 
trie have obtained is due to the competent and systematic 
use of their recording instruments. That is an example 
that many of us will follow, and when they get recording 
instruments that will do what our speaker told us abou 
they will plot it out. ; 

Mr. VALENTINE: Mr. Feiss struck the note that appeals 
to me. I felt just one lack in Mr. Wolf’s paper. I felt 
there were a lot of things down the line that his scheme 
of things could not take into account. I missed the idea of 
will power all the way through. It seems to me that the 
danger that those of us who have scientific management 
most at heart see for scientific management, is that it shall 


mot be adequately scientific and that it shall not sufficiently 
-take into account the constant, continuous and forever-and- 


ever-amen uncertainties of things that make life both a suc- 
cess and a failure. 


Mr. Wotr: I am glad that Mr. Valentine has pointed 
out that my paper apparently does not appear to put suffi- 
cient emphasis upon the human will, for I will try to cor- 
rect this impression. Perhaps I took too much for granted 
that in comparing the organization with the human body 
this feature would be clearly understood. My effort has 
been to describe how an organization can be built up, which 
will allow the greatest possible latitude for the expression 
of the individual will, 

The manager and all of his assistants must be in close 
touch with the men and easily accessible to them at all 
times. 

The position taken by Mr. Feiss is very much to the point, 
namely,—that a plant is more than a set of machinery, or a 
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